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MEMORANDUM FOR: (Presumably to be addressed to the
President by the DCI)

SUBJECT: ‘ ‘National Crisis Machinery: Suggestions

- - for Improvement Prompted by the
' . 8SMayaguez Incident

- 1. The way in which the Intelligence Community handled

. .problerr;s related .to the Mayaguez incident--both in the week
o -‘_'.._or eo before, and 1mmed1ately after, the ship's seizure--is
of course a matter which my colleagues (on the United States
:Intelllgence Boerd) and I st111 haver under review. Bet_ we have--

e as you will see in the papér"which follows--looked into a variety

:'oi.'. questiens raised by this incident fairly extehsively. Specit_'icaﬂly,
S ‘;we have in recent days examined issues cenee-rning existing crisis
S ] Iﬁachmery, betll w1th1n the Iﬁtelhgence Cemmunlty and mthout

- :'assessed pfobleme of warning dlrectly related to the Mayaguez

- ’;.‘incv.d_ent;. identified problems of ;collection and _communicatiens

- not so associated; and diseussed current and projected efforts

.t .
- N

ok Drafter assumes that a cover note will indicate that thig

paper (presumably together with an accompanying chronology
~prepared by NIOs) responds to the Premdenhal Memorandum
of 18 May. N s :

v

TBP SEGREI'
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,td invigorate our warning and alerting px;oeedures. Finally,
Imgix_ming on p _/g_ » we haee assembled our Summary statement,
ircluding our thoughts on the need to cl_ose eommunications geps
' Setweeri our intelligence mechinery and the related me.chinery
of entities elsewhere in the national COnimumty. R
. II EXISTING CRISIS INSTITUTIONS AND MECHANISMS -

The Intelllgence Community A . '7 AT . S

" '12. The Intelhgence Communn.y (hereafter referred to as

5 - n the Commu.mty) deals with any given crisis in ways wh1ch seem

)*g-.
a.ppropnate to the needs of our consumers and to the peculiar
F"'.‘.':demands posed by the events under way- If, for example, we

L . wdl
e foresee an 1mm1nent crisis, IAsend an Alert Memorandum—-whxch

.."

e '_'conta.ms a brief rec1tat10n of the facts as we perce1ve them and
- | a. descrzptmn of our concerns-—to the members of WSAG. The ‘
: :'. p0551b111ty of a Ma.yaguez like incident would have been the

m fact

. sub_}ect of an Alert Memorandum had weﬂantlmpated hostile

: Cambod1an actmns against a US vessel, which we did not (as vou kn 73]

25X1

R mp SEEBH s 7
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O £t
. 3. Itisthe re spons1b111ty of each of the separate operations

’

' 'and watch centers in the Commumty to inform its own prxnmpal

. '(the Du'ector, DIA; myself etc..) of the arnval of a crisis,

s ’especxally if that arnval is announced

: ’And, in accordance with procedures a.greed upon by USIB early
thls year, it is also the res‘ponsﬂnhty of-_hﬁ these centers

[ e ‘_to 1nformigmother 1mmed1ate1y if a pr1nc1pa.1 has in fact

*

" _been not1f1ed A spec1a1 telephomc conferencmg system we

&Y

~ “call NOIWON was esta.bhshed Iast year to perm1t most Community

adonsJwatch

Ace:nf:ers (and three centers not in the Community) tc do prec1se1y

~ _this. Part of the notion here, by the way, is that all centers

7o .

' '4.. My own role in all of this reflects both my pos1t1on as

‘ . the CIA principal and my chairmanship of USIB. Tissm I am

iniormed by the CIA Operations Centex,

: 3 .

- w111 be eﬁcouragéd to H&tify their principals if one center does so.

25X1

25X1
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MI am not 1nformed by other 0perat10ns centers, which, indeed,
| however
are not charged with that task. At the same time, odeeowwses 1

sed( to

d® consult with my USIB colleagues, in conference if time permits.

A

- 5. Time usually will permit if the crisis we are concerned about

' This
“ has passed its initial, 1nstant action stage.(MAhappens QJ): some

?mnt in wost but ;
m-ﬁh-aame crises, MA bv1ously m not in the case of the

N . tn thi's event”
_.“Mayaguez seizure and the rescue of its crew) USIBAwill meet

estimdes

V_-‘and consider, for example, the analyses and

Ry (e. g Special National Intelligence Estimates) prepared in concert,

! o w1th or.without dlssents, under the ae g1s of the National Intelligence
N - formal

LT s Officers. Occasionally, if time does not permltAUSIB consideration,
'_?‘5ff there are ways I have established to permit these same National

S Intelligenee Officers, who are drawn from the Community at large

s -

" but who work directly for me, to provide uncoordinated assess-
‘;f_:';::'_'ments to, say, the NSC Staff. (Some other USIB meri'ibers have

'establislhed eimﬂar channels, and this is generally understood. )

S 6. ";IThere.-is a sﬁécial Kind of warning which I have not yet
::- ....,‘:i'ierlit_iened: warning of an impending confrontation between the US
-j""'afx;d USSR (or some other co.mmunist state, including China and
':North Korea) The ma.joz; responsibility iiere lies with my
..Spemal Assmtant for Strategic Warning, a general officer in the

- ® CE T e el L L e

4 IR s e

"“‘“ TresgEr
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'Defense' Intelligence Agency, and 'his staff, the Strategic Warning

| "“Sta.ff. whlch is headed by a CIA officer. : - ‘

0uts1de the Intelhgence Commu.mty : ¥ -
RE As already euggested, some crls;e ma:chinery in the §
’ »._-‘_A‘..Department of State ‘and m the Depar,t‘rr;&ent of Defense is related ;
' - to but qu:te sepa.rate from that in the Community. This machinery,
éeare& pr1mar11y to support pohcymakers a.nd officers in opera-
T __;_ﬁ'_tlcnal asmgnments. includes: “ | : | ~ N -

* L e -In State, the Operations Center and the Secretariat
'7 '-_"('both of which are supported by INR and, in effect, vice versa); '
T N --In Defense, the“Natlona.l M111tary Command Center

(NMCC) and components of the JCS, pr1nc1pa11y J-3 (supported p '

s .by DIA and DIA's Natlonal M111tary Intelhgence Center), i
) --.Also in Defense, the Hydrographlc Center of the
- Defense Mappmg Agency, whxch is respon51ble for 1ssu1ng

f_"'.:-.'_ Mazjitime Advisories to u!;he us merchant fleet‘(m

4 . -3 D

-

(NOTE to readers of this draft, especially

= ‘_J.A.re there any other DOD centers fh,at shonld be mentioned
here? The military services' centers are of cou:l'is"e- in the

' . Commumty (original Outlme notw1thstand1ng) and are od’ (Edshj-
imphmtly included above and below. ) "’
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8, Finally, in this itemization of the parts in the crisis
.ma.chinery, ‘we must also mention the -Né,tional Security Council
itself the NSC Staff several senior mterdepartmental committees,

includmg WSAG, and the White House Sltuatmn Room.

-III. PROBLEMS ENCOUNTERED IN CQNNECTION WITH THE
- MAYAGUEZ INCIDENT

T .;Z- :?':'-‘9~. The'jproblems we and ofhefs ran into immediately before

"-" and after the Mayaguez incident now seem to revolve around two

.questions: (1) Why was there no._warning to US merchant vessels

" ‘-.tq.sﬁeer clear of péésible trouble spots‘in t.he Gulf of 'Z.['haila.n.d
| -_---.befo-re the seizure of the Mayaguez on 12 Ma.y? -A,nd (2), ..in the. " _
' .‘; wake of that semL;re, why :veren't you, the Secretary of State, T

‘ the Secretary of Defense, ..and the USIB pr1nc1pals not1f1ed of it

.immed1ate1y? A, .& -y

""" The Delayed Maritime Advisory
":'_.2_10. As indicated in some of the material (inc-luding various

kindé \of"issuanc;es froin the National Security Agéncy) I sent to

you on 20 May, the Cambodian Communists began in early May
to harass fore1gn flag sh1ps. Some of them were in the vic.i'nity
of Poulo Wai Island, where the Mayaguez was subsequently seized.

R ‘Specifically, from early May until that seizure, the Cambodians,

... - in four separate incidents, captured some 15 small craft--many

-6 _ e

. - S -x"'..-;
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. of ihem.apparebntlyv carrying'Vietnamese;'efugeés--in areas
.'.. , the Cambodians claim ras territorial waters. In addition, in
: . """ two other incidents, the Cambodia.ns’ fifed on tv;ro ocean-going E
,ﬂ vessels, one S_out}; Koréan and one .Panamanian;dhoth -ships -
} . were a substantial distaﬁce from the;Cambodian coast at the | }
: o time (See Attachment 1) é— nbj" \/\e,f‘ G:("ME.A |
o ;11.'- 'E;egi_xining on 4 May, réports of .4most of these i'ncident's‘
” - were sé_nt by NSA to appropriate sswctpr's of the Gomrﬁunity.(CIA,
J o DIA._ INR, and fhe three principal intelligence qrganiza.tions of
‘&e 'a'tix-med_services*); to ﬁon~inte11ig;ééé elements 1n the Defense
S B 8 -De‘partm‘er.xt and the State D‘ép'a.rtmer_zt; to »severaf"*‘ opgratioﬁal
e mihtary 'cofnrria.n-ds. Reécfrt_s onthe-S_cnauth Korean vessel weré
.. S?pé.dlj dis seminé,ted by fhe Foréigh B.»‘r':c-:adcasvt Infta'rxﬁatiOn Service
» |;:>ne of éhese ..(onvthe' 6th) re_peé.ted an English
i 5£§ad;és£ .frbor.n Seoul whi;:};. 'sta.).ted tha{;. .'t_,he government there hé.d | s

,ha\.re- caught evefybne by surprise. No element of the Community

... - Approved For Releasé 20_04'/emap SRR vont71R00t 800150007

“.issued a "special alert" advising South Korean merchant vessels
' LA P . N RN - £ H g i

to watch out for communist attacks "on the high seas of Cambodia."

' -"'_'.'12. Nevertheless, the seizure of the Mayaguez appears to

-

25X1A

= ~ %  This, in re services, needs doublechecking, perhaps by:l

and | |

i %%  Algo needs checking. 7 S

N ¥, <
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‘and no element of £ e Defense Department or of the m111ta.ry
i

‘services sounded & alarm before tha.t seizure. Nor did the
5 _
?1

appropnate officeq.in the Department of State or the Department

of the N"‘“’Y' them elves largely dependent on the flow of intelli-
gence, advise the
o Heczsnd, 2s 2 consequ :
ﬁas no direct link “

" 'ipsue a maritime

E of Thailand in ear

.>of us 'on'USlB be11

etnamese‘ réfugees, and the analysts were

'.--v

m r_g

_up1ed with other major US concerns”m Indochina. -

JLI SOSTi,
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'(wersi.ght. | T‘he.Na.tional inteliigence Officers who a;v:e» ordinarily
. responsﬂale for 1mt1at1ng such memo;'e.nda must‘rely heavily on
- :'.t.he ability of the analy-tmal ofﬁcers in the Community to keep
‘:;_:..‘thern informed. In this particular inetance, the one NIO pr1nc1pa11y
i. concerned was aware of part of the stcry but was not privy to the

- .';15. My Special As ‘s.istant for Stretegic Warning was not

:"‘directly involved in this crisis (in that capacity). nor was his

L ‘staff. and proPerly so. His charter, approved J’By USIB does.
not and 1s ‘not mtended to 1nvolve h1m in 1nstant crises of the

.’ character of the Mayaguez_ _seizure; such involvement would only
. - N . 3 . - -

| - detraet from his‘ principal .mis‘sion vis-a-vis the USSR.

The Problem of Delayed Warnmg

- X

; : 16 messages concermng the Mayaguez

25X

R a.rrlved in the Wa.s}ungton area between 0512 and 0526 EDT on 12 May.

' l was not1f1ed at 0630. Accordmg to the best information we can

ra

f.ﬂ';f.if_'obtaln here, Secretary Schles1_nger learned of the messages some
o time between 0700 and 0730; General Scowcroft at 0730. You were
- ) ) PR

~informed around 0800; and Secretary Kissinger some time after

his regula.r morning staff meeting had begunat 0800. The State
B . - ‘ -
| Operations Center, not INR, is charged with alerting the Secretary.

o TOR SECNET o
g ’ Approved FQr Release 2004/06/29’ CIA- RDP83M00171R001800150007 6
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17. Operatxons centers dela;yed adv1szng their principals for

& variety of reasons, including:

CIA RDP83MOO171R061800150007 6«

(1) concern fhat information

25X1. . -

|wa.s 1nadequate and that further

data was needed before principals could be properly br1efed (2)

a behef by both intelligence and operatwns officers that the US

R

*}

would be: unable to react 1mmed1ate1y with force. and that therefore

s it:me was not necessarily of the essence; and (3) related to this,

e upon thelr arr:val at the office

)

SRR T8 Some Other Pr°blems’

~

B

a comnctmn tha.t pr1nc1pals should not be awakened at home at,

: v-i,-f..

. say, 0530 or 0600, when they could "Just as well" be informed

e .
at, say, 0700 or 0730. (CIA

’ opera.tl.ons center officers were aware that I Would probably a.waken

‘ around 0630 and dehberately dela.yed 1n£orm1ng me untll about that

‘» ;.f.‘f.;:ii.:tlme.b T am qm’ceM fov this iy 1 on\Y one nsiqnificant mP&t)

real or potent1a1 have emerged

fa'a a result of the Mayaguez incident. NOIWON (the operations

-

o centers conferencmg net) was not used, though all the operatmns

- '7._‘."'_'_cente.rs now agree with us that’it should have been. The alerting

s~

"'.-mechanisms in both DOD and State are divided: operatiogls_ and

v .

N intelligence personnel are co}located but serve different prihcipa.ls. -

25X1" ) : ) messages arrive, moreover, the INR intelligence

Approved For.ReIease 200}106129/
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. . officers in the State Operations Center receive them first and are




~'IV. PROBLEMS WHICH TRANSCEND THE ISSUES RAISED BY

i ""'-"."."']adyanced, technical forms of collection. The second involves

L ':‘ communications between separate elements in the Community;

LTI
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Loe.
.

e ‘reepons'ible for their fufther dissemination within the Department;

the opposite is true in the Pentagon, where the operations center

(NMCC) is re-sponsible in the first instance The ; 25)

" divisions of responsibility of this character did cause some confusion )

- miner : -
o andAdelay on 12 May.

MAYAGUEZ
19. There are some. problems we 1‘n t;hecemmumty fa.ce. whlch
“'f'?l—ia_v.e. been w1th Qs in one fofm .or another‘ for s;g_me Flme. P;ogress
T f };e's:_;"l)een made in a.ddresising_th.e se probl.eﬁ‘xs.j but the two majoc
“".'_“_:t'._ones si'm.plyj cefy facile“so?tioes. 'i‘he fu'st 15 associeted with |

o - 'l)

_.the tasking of the means of intelligence collection, especially .

;-i,%iwe?n the- Commuh'ity .a.nd others obvioeely involved in cri‘sis

Ll warnlng end crisis m;nagemeﬁtg and even 5etwee;1 the Community

o a.n(i cthers not so obvmusly involved in crisis management (ane'

.;'_.:.j.the Hydrographlc Center of the m is a case in point). | = / . |

L _,.} e
Collectlon Tasking . ST sl e e T :

: 20. Difficulties inherent in the direction or guidance of

S\

- technical collection activities can be illustrated by a brief - ’ - 257

5 " ‘examination of the capabilities and limits

| 11 A S
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' «-NOTE: Here, if this lead-in works, would go -“‘_i;
: ,vsome, material drawn from Kerr's contribution, which,
) : 7.' itself (almost in the entxre) might const1tute an appropnate
! - Annex. (Sorry, once you start writing this way you can't L
L stop. ) . .7 . ) R -. :.,:‘:, ": } ‘ . . f‘ .:: T . :;; - O

' | g --Next: perhaps, some views of the ta.ctmal photo- L e
ERE 'reconnenssance problem- bY:l - - o - . 2 5X1A

‘L--And here mlght goa summa.ry of the matena.l

N'":'."v.:..bexng assembled bYl |-1-Il-?—e-— SIGINT. | '- 25X1A

1. Questmns concerning the role of the Navy in the rather

S 'more general prdblem of collecting information concerning US

merchant sh1pp1ng were spotl1ghted by the Mayaguez incident. -
- these questions i
utAﬂ--yCLave a long and complex h1story (Note: This is a 2_5X1A

' try at a lead mto matena.l wh1ch cou.ld be drawn from| |

e ssay on th1s subJect5§ b}/

- Communmatlons Probleins
" 22. One of the most critical requiremenfs in 'warning and

E " -

- CI‘ISIS operatlons is to define our own natwnal nervous system. "

h ,"_:‘All major agenc1es of mtelligence, Defense, State, and other non-

mi];ita.ry departments have 24-hour "watch centers' which receive,

o ) . o ] » ' e

. produce, and transmit information over many communications :
..--:_}a»-lz o o ~

= 'v';j = . p——
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networks. We ha.ve produced and distributed a list of_29 of the

=

‘ 24-hour centers in the Wa.shmgton area. = This, however, is
. TS

.Qo

_ . . 5
- _inot c'omplete or sufficient. .Nowhere does there exist a complete,
- .consohdated listing of appropna.te centers and how they are

L 'é )

SR interconnected, or not connected. Incleed. a complete d1rectory
_ A
-~ should probably 1nc:lude centers wh1ch do not necessanly operate
y e

o < -'f:‘on a 24-hour baszs and which have potentzal functzons in any type
- R B

S of crisis, forelgn or dornes_t1c.

P --

"’23.' Another commumcatmns problem reflects the nature of

K

e

.- the flow of informa.tion and-assessments from intelligence components

&i

o to spec1f1c operatmnal and pohcy elements of the departments.
Do ' “Y . .
"f"___\_-',Stated candldly and in very' summary fasluon, the ex1st1ng circum-
sta.nces--spec1f1cally the lack of an 1dent1f1able Mcrisis manager'" ;
: . : . “i.,'f';& N E

" below Cabmet 1eve1--can create some uncertalnty and confusion,

S L TEE
“;,espema.lly durmg 'instant" crises. _ -a;

24. ’I‘he flow of information, or the lack of flow, in the S , )

1-.‘.&

S L&
S R - 7o a3 . o L. .
.. opp osite direction.i into the in'telligence maw, can do roughly :

A _"'the same. We understand how difficult it 1s during a cmsm for, '

) A
" say, the Joint Chiefs and the operational commands to service
: _._::‘,3‘ ‘ .
S requests for information from pe0ple—-1 €., those of us in
" : '—--!.';?""
intelhgence--who are not charged with the success or failure N
I
RS I :
...... e Lo N R L A S
Appiibvéd‘Ebr,Réléa‘s’ef’zooJ&E .ME;PSI}%OM 71R001800150007-6 . - i~ .
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' ) of a given military mission. We a] S50 understend how tiz_e pressures
of txme, the delicacy of the diplomatic process, and the need for
confidentiality can inhibit the flow <pf information from the Department

E E'.-. '

. . of State. wooF
. 25. Still, I can obviously prov1de 1nformat10n only when I
oL . . : ; *} :_Ve;_g“: .
rises, I may find th_atgcertain

o .posses's it, and espec_ielly during c

:categories of information can be fo

mtelhgence components which I caj

; less in struct

' ELSEWH}:.RE

o
.

"Within the Community'

4' 26, 'Palja.graph here _J;_g‘action
“existing procedures related to: alq

... conferencing, and community anal;

;_'dra.fted by

F

und only in departmental

: e‘&
inot now forma.lly task much

3

ez

ONGOING EFFORTS TO IMPR.OVE CRISIS WARNING AND
UREPORTING PROCEDURES IN THE COMMUNITY AND

b 1n1t1ated by the DCI to improve

e ':'3-5
=rt memoranda, NOIWON
- e:i
rst conferencmg (Thls bemg

'27.. Paragraph here re effort

B commumcatlons problems but will

to produce single national

- e
LW

S situation report during crises--stalled by circumstanceS? and

. ' -5.3
hve agam after CONTEXT

e in use. (Th1s being drafted by|

nto

I
28 Paragraph here r%%

: prmczpally within DOD (Bemg drafted byl )

, “2 '
apa 9m8n
y elsewhere---

) . ». *&_'1 14 AT g
g9 fproved For Release 2004/11} 9 ! %ﬂgIsm\nomnRomsomk; 07-6
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VI SUMMARY STATEMENT . T

. L _. - _ _ od ) ’
certamly in part mine. MI am per suaded that we do not have .

) the meta.phor, a need to install some new auxxliiary motors.
- ..u f"’*gi‘,

Further work along these lines would. N profoundly hope, help

Zr

o man_ner possible.




